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Management for Success 
In looking at the small business scene, it has been found that there 
are extremely sharp contrasts in the degree of success achieved by com-
petitore of the same size and type of business and under similar external 
conditions. Strangely enough, the highest profit rates and the highest 
loss rates appear in small enterprises. From the composite, the inevitable 
conclusion emerges that, as Kaplan says, "the caliber of the mnagement 
has, on the whole, been the most decisive factor influencing the success or 
failure of the small enterprise. nl 
Because of the difficulty of defining the limite of public re-
lations, due to its rather broad implications and implementations, it 
becomes more difficult to apply it within the field of small business or 
even more difficult to apply it to a specific small business. Public re-
lations in a small business must definitely be a management function. In 
many cases it is wisest and most efficient to consider public relatione in 
-small business as being identified with the term "good management." 
For instance, Kaplan, in a footnote referring the reader to some 
further information on the word "management" in the foregoing quotation, 
makes the following definition: 
The term 'management' will be employed loosely to include the three 
aspects of the executive function: (1) Administration, which involves 
the creation of plans and the determination of policy; (2) Organization, 
to facilitate smooth and coordinated functioning of the various parts 
of the enterprise; and (3) Management, in the stricter sense of 
carrying out the administrative plans through the supervision and 
control of operations.2 
1Ibid. , p. 103. 
2rbid., footnote, p. 103. 
It seems logical to propose that public relatione can be considered 
a definite portion of each of these, if not even a great part of them. 
However, throughout this entire book, entitled Small Business: Ita Place 
and Problema, public relations as such is not recognized. It is apparent 
that even in the books servicing the small businessman, education in public 
relatione principles is not given. 
Personality Factors of the Small Businessman 
It is found to be a well-known condition in the personality make-
up of the small businessman and those closely connected with the world of 
small business that they often possess a recognition of public relatione 
' principles, but they fail, and are even unwilling, to actually define these 
policies and practices as "public relations." This must be taken into 
account when, as was stated before, the small businessman is "approached." 
The term "public relations" as experienced by the writer, cannot be men-
tioned in many cases because of the prejudice existing against the term. 
One of the most important considerations in approaching the problem 
of how to approach the small businessman is the fact that one of the prime 
motives for hie being in business for himself is that he wants to be his 
own boas and have things hie own way; he has confidence in hie own ability. 
A problem-area closely allied with this is that of the difficulty 
in providing continuity in the small business. The small businessmen are 
notoriously lax in this field. They have, because of their nature, relied 
too heavily upon the personality of the founder or other powerful figure 
in the organization. Thus, they have found themselves wanting when that 
figure was removed from the organization. If' the president of a company, 
for instance, has maintained all of' the public relationships existing 
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PART TWO: AN EXAMPLE 
Since the only sources which seem to be available on the matter of 
public relatione in small business are the general textbooks on public re-
lations for all types of organizations, one can profitably use these books 
in order to obtain the principles of public relations programs and oper-
ations. This part of the thesis, which consists of a case discussing the 
public relatione program found in The Bettinger Corporation, is intended to 
illustrate the use of some of these principles in actual practice. As is 
the situation with any company, it is not a perfect example of the way to 
utilize theory in practice, but it is a good company by many standards; 
and it has a public relatione program, whether planned or not, which puts 
into practice many of the principles taught at such schools as Boston 
University's School of Public Relations, and which are being learned more 
recently by many of the larger companies. The Bettinger Corporation, 
therefore, can be said to measure up to the title of "progressive company," 
which appeared in the title of this paper. 
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continued relationship with the company would be to the organization's best 
interests. 
Meeting Some Serious Financial Problems 
Some steps had to be taken immediately or there would have been no 
need for any kind of a program, as the company was very near bankruptcy. 
Mr. Weaver saw that two things must be done at once: ( 1) prices must be 
raised to customers, and (2) all unprofitable business must be eliminated. 
He proceeded to evaluate some of the orders that it had and to 
determine the actual cost to the company. He estimated that one job cost 
the company approximately two hundred dollars to manufacture, whereas the 
· charge to the customer was eighteen dollars. He also thought that this 
. problem was of such a nature that it needed prompt action in setting up a 
new cost system. Therefore, he went directly to the regional Office of 
. Price Administration for permission to increase prices. He wrote several 
prospects, showing that during the base price establishment periods the 
company had lost money and that the prices were not now fair. He asked 
for a 20 or 30 per cent increase, to which request he was told that it was 
"out of the question." Since he could get no satisfaction from any of the 
forme that he was constantly filling out and the officials whom he was 
constantly seeing, he finally went directly to the regional director. He 
informed the director that he must raise his prices 28 per cent or go out 
of business. He stated that he would rather risk jail for violation if 
he could pay his creditors, rather than go out of business through lack of 
effort and in obeying an unfair regulation. He also mentioned that he 
would take his story to the newspapers. In a few days the Office of Price 
Administration granted his request for a 28_per cent price incre~se. 
The company lost two small customers through this action but felt that it 
was well worth it • 
Another problem was met through "personal" relatione. In order to 
meet current payrolls, the two owners loaned the company some money they 
raised from personal savings accounts and from friends in return for notes. 
This was not enough, however, so Mr. Weaver presented his case to the 
president of a local bank. He showed that Bettinger was the only porcelain 
, enameling plant in New England, and that he saw no reason why the company 
could not get some of the business that was now being shipped to the mid-
west because that was the nearest that large enameling jobs could be done. 
Mr. Weaver showed the president that there were facilities right there in 
Waltham. The bank agreed to loan Bettinger thirty-six thousand dollars on 
acceptable terms. One stipulation, however, was that if the current assets , 
to liabilities ratio should fall below two to one, the bank could call in 
the entire note. 
Some new machinery was ordered and, although it was difficult to 
get at that time, the material started coming in gradually. A fire, the 
lose from which was only partially covered by insurance, enabled the 
company to build a more modern metal shop. Typical of the quick-action 
attitude at Bettinger, the metal shop was returned to 60 per cent of its 
formsr operating capacity within two weeks. 
It looked as though Bettinger was on its way to becoming a success 
rather than a failure due to the enthusiasm, initiative, and hard work of 
, one individual, together with the work of the others in the plant who were 
inspired by him. 




midwestern porcelain enameling :firms f'rom New England. Bettinger had 
obtained a New York sales representative to represent it in the New York 
area. 
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In order to do all of' these things, however, the production :facili-
ties must be increased and, of course , this increase would require capital. 
Several financing plane were considered in order to raise this capital. 
One source of funds was a rather new type of investment syndicate. It was 
established by a group of' businessmen and financiers who felt that the 
screening and promotion of small enterprises could be just as pro:f'itable 
for investment purposes as the large investments. Although it was a di:f'fi-
cult task to be accepted by this firm as an investment risk, an offer was 
made to Bettinger for buying a certain amount of stock. It was one of the 
usual offers, evidently, and naturally operated under its policies for 
protecting its investment. After careful consideration, Mr. Weaver and his 
partner decided to reject the investment firm's of:f'er. They decided they 
would rather expand more slowly by plowed-back earnings than by giving up 
so much o:r their control, as was demanded in the terms of the agreement with 
the investment company. 
Management 
Mr. Weaver soon felt the need of new managerial assistance. He hired 
one man as general manager who had formerly been vice president of a stove 
manu:f'acturing firm. He was able to secure this man because he had not been 
able to buy stock in the company for which he had been working and Mr. 
Weaver offered him an option to buy a 20 per cent common stock interest in 
Bettinger. 
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maximum of the highest paid hourly wage. It has figured out that for every 
dollar put in by the employee, the company puts in $1 .20. 
The fund is shared in proportion to each man's wages. The fund is 
almost large enough at the present time to be invested and start to earn 
more money. The principle of compounding interest, of course, is the basis 
for this fund. Other companies which have utilized this type of investment 
for funds have experienced great successes. For example, the Joeelyn 
Company started a profit-sharing plan similar to this one thirty years ago, 
and some of the employees who have participated in it for the full time 
are now retiring with thirty thousand dollars. Bettinger is the first 
small company to use this particular type of profit-sharing plan. 
The participants do not receive any money from this fund until they 
' retire or quit. If they quit after five years of service, they get a 
certain proportion; after ten years, an increased proportion, and eo on. 
If they quit before five years of service, they may at least receive the 
share which they have personally contributed. The company's part of the 
fund remains, in such a case, and the credit is split among those who are 
left. Another method by which the fund is increased is by interest from 
loans to employees. Weaver says that a plan like this "makes them really 
participate in the company." 
The employee relatione program is also made up of the "usual 
things," as stated by Mr. Weaver. There are the usual vacations, picnics, 
Christmas parties, and others. However, one of the things that is unusual 
for a smll company, and especially one in New England, is the group 
insurance set-up for all employees. Life, accident and health, and 
hospital and surgical insurance for all employees is completely paid for 
by the company. Booklets are published on the profit-sharing plan, the 


This seems to indicate a strong informal bond and one which contributes to 
good morale. The company does not sponsor a baseball team or any similar 
activity, but it has been considered and may be organized in the future. 
The workers pitch horseshoes near the plant. The company does not have a 
lunchroom, nor any employee rooms of any kind • It feels that it is pro-
gressing with its different employee relations activities, considering 
that the planned program has been in existence for such a short time. 
Any luncheons, such as the labor -management luncheon, are held at a 
nearby restaurant. It is supposed that this action should contribute to 
good feelings toward Bettinger by this restaurant for bringing it this 
luncheon business. 
The principle and policy behind the Bettinger employee relations 
, program, then, is to keep the employees informed so that they will be in a 
position to see the management's side of the story when it is presented. 
It makes the employees feel more a part of the company, too, when they are 
taken into ita confidence. Mr. Weaver does not expect immediate results 
from hie over-all program, but he considers the prospects for the future 
encouraging. 
By getting publicity in national magazines, a topic to be discussed 
in a later portion of this paper, Bettinger does not automatically acquire 
business. That publicity has to be utilized to ita utmost. Similarly, by 
initiating all of these profit-sharing plans, insurance benefits, infor-
mation programs, and others, Bettinger cannot expect to have perfect labor 
relations, but over a period of years it will be interesting and perhaps 
informa.ti ve to see the results. Mr. Weaver obviously feels that there will 
be good results from this program or he would not be going to all of this 
trouble and expense to carry out these ideas. 




feels the more regularly a stockholder's letter arrives, the more likely it 
is to· go into the wastebasket. Progress reports are sent to the stock-
holders, indicating what the company i s doing and how it is doing, together 
with reprints of Bettinger publicity in national magazines. 1 There has 
been only one annual report so far, because the stock has only been sold in 
the last year. This annual report was not elaborate. 2 It contained all of 
the facta about the company's business for the past year, a good letter, 
and a summary. Since Bettinger had not yet declared a dividend, Mr. Weaver 
felt that it was unwise to put out an expensive-looking annual report. The 
important aspect of this is that he first considered all of the alternatives 
before making this decision. This does not necessarily mean that when a 
div:i.dend is declared, he will subsequently put out an elaborate annual re-
port. At this point Mr. Weaver is not certain of the type of report which 
will be used, but will decide upon this at the proper time. 
It is, however, a different story when it applies to an annual re-
port for the employees, which Bettinger hopes to start soon. The company 
is more in favor of having a fairly elaborate booklet for that purpose. 
At the present time there is an annual report issued to the profit-sharers. 
It is in the form of a bank statement telling the current amount of the 
fund, the amount of their proportionate share, the sources of the fund ' s 
income, and other pertinent material. In the future, however, it is to be 
made somewhat more decorative. 
All of this activity follows the same thesis utilized in its 
employee relations, which is to keep everyone informed. Bettinger wants 
lsee Appendix, p. 69 . 
2see Appendix, p. 71. 

which is valuable; it is the merchandising of that publicity once it has 
' been obtained. "It ' s what you do with it afterwards that counts. The 
value of it can be compounded if it is handled right," says Mr. Weaver. He 
goes on to state: "It is hard to draw the line between sales and public re-
lations. 'Selling,' I suppose, has nearly as bad e. name as 'public re-
lations'." There is certainly nothing wrong with the concept of selling, 
just as there is nothing basically wrong with public relations, unless it 
is selling products or ideas which are not needed by the customer . Of 
course, selling, for e. small concern such as Bettinger, is a very important 
part of its general program. 
The editorial material which the little publicity agency has been 
able to get into national magazines must be merchandised . Mr . Weaver feels 
that it is fine to have this publicity agency taking care of having ideas, 
writing them up into stories, and getting them into magazines. It actually 
1does very little good, however, except in the case of existing customers, 
friends of the company, or people who are very interested and are looking 
for that sort of thing in that particular magazine. The subject of an 
article in a national magazine does not receive as many replies and 
inquiries as might be supposed . This is especially true if the article 
concerns a company ' s progress and policies; but it also applies if the 
article is about products, unless it is some new or fantastic product which 
would hold the interest of a great number of people . 
To have material published in magazines is not sufficient, there-
fore, for Bettinger. It then proceeds to "merchandise" this publicity. 
;The value o:f having it in a national magazine is the authorlty given to the 
facts by having a well-known publication print them. This, in itself, 
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article. Perhaps, when the reprint is received, the subscriber may even 
look back in the magazine to see where he missed that article in his 
reading. 
So~ of the specialized information services which Bettinger carries 
on are highly interesting to one studying public relations. It is the 
ingenuity used and the sharpness in seeing and taking advantage of a:ny 
opportunity which is a striking element of this company. Of course, this 
i a a small company, but so many similar firms do not take advantage of one 
of the most precious opportunities offered to the small business, flexi-
bility. Many small companies are moat rigid in their field; Bettinger is 
1 
not rigid. There is an article included in the Appendix dealing with the 
advantages of flexibility, which appeared in the course of Bettinger's 
publicity program, that illustrates this point. 
For example, during the recent steel strike, Bettinger sent its 
suppliers, and some of ita potential suppliers, current information on what 
it had been doing in its progressive program of expansion and develop~nt. 
The reports that were sent out dealt with various subjects: what Bettinger 
was doing with the suppliers' products; new developments which Bettinger 
had made; and new products which it was now producing which might develop 
I 
into new usee and markets for the suppliers' products. There was quite a 
bit of interest created among the steel company executives during this 
project. Some of these executives know very little about their customers, 
even their very large customers. Several of them are now good friends of, 
and know quite a bit about, one of their customers, Bettinger, because of 
what they learned through this special information program. 
lsee Appendix, p. 7'3,. 
II 






out of hand. 
It is hoped, naturally, that this thesis can be put to some practical 
use. This use, if it exists, will be implemented by the fact that Bettinger 
' found that there were certain basic underlying principles by which i t could 
govern its future actions in working out its problems. This company dis-
covered that by following these principles, no matter what the situation, 
and by adapting these principles, when necessary, to fit the conditions, 
, that it could follow a very well-planned public relations program. It was 
found that the co~any did not even have to know in advance what the 
problems were going to be which it would have to face, nor exactly how it 
was going t o handle them, when these principles were used as a guide. A 
summary of these principles would include Bettinger's policies to recognize 
the existence of its various publics; to keep everyone, especially the 
employees, informed; to be a good cUizen within and without the community; 
1
to merchandise the publicity that it was able to receive for the company; 
and to strive to do those things which would gain for Bettinger a 
constantly better acceptance by its various publics. 
Some of the elements of the development of the public relatione 
program existing at The Bettinger Corporation have been presented in this 
paper. The significant fact, however, upon looking back over this thesis, 
is that this study obviously deals with the policy, the thought, and the 
attitude behind this development rather than the action which put it into 
operation. If merely the public relations practice rather than the public 
relations policy had been attempted as the subject, this thesis would be 
very much "dated" at the time of this reading. 
The Bettinger Corporation is not doing all of the same things now, 
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